Introduction
Mobile Telecommunications Network (MTN) is a global cellular provider headquartered in South Africa and owned almost completely by corporate investors outside Uganda. Its subsidiary MTN Uganda provides both mobile and fixed telephone services, and data and fax communications. The company prides itself on its technological innovation, dynamism and standards of excellence. Its goal is to be the leading telecommunications provider in Uganda by offering an affordable service to clients through a convergence of cellular, internet and satellite technology. It advertises that it offers a 'better connection', and that better connection is evident in several respects. MTN's strategy of making telephone services widely available to all, especially women, has significantly expanded and enhanced the quality and coverage of telecommunications in Uganda. MTN employs more than three hundred Ugandans directly, and several thousand indirectly, enabling them to improve their job skills. Their families and other social units have increased their incomes. MTN's investment has contributed significantly to the tax base of Uganda, which is one of the smallest in Sub-Saharan Africa. Its social interventions as a responsible corporate citizen have begun to improve the humanitarian conditions of some of the most disadvantaged sections of society. Overall, MTN Uganda has had an outstanding impact on Uganda's economy considering that it only commenced its operations in late 1998.
Yet in its quest for profit and economic development, MTN Uganda has missed several 'better connections' and has engendered some negative externalities. Its communications services are unaffordable for a large percentage of Ugandan women. Its human-resource practices offer glaringly preferential treatment to expatriates, generating considerable tension in the workplace.
Its governance practices exclude locals from meaningful participation. Its marketing practices encourage socially harmful consumption of scarce resources in the form of cell phone usage. Overall, MTN is well positioned to add much value to Uganda, but its 'better connection' has yet to be realized in full.
New markets for rapid growth, 1998-2002
As a result of botched government policies, shoddy infrastructure and corruption, the telecommunications sector in Africa has been stagnant and skewed in its growth. Infrastructure developed more as a monument to the African independence movement or because funding was made available by international finance institutions, rather than because it was driven by demand or users. In the past 10 years, technological developments and a liberalized economy fostered a quick jump from landline technologies to mobile communications. The landline system stagnated while mobile communications have grown rapidly (Ugandanetwork, 2002) . Until 1995 there was only one licensed national operator; the government-owned Uganda Posts and Telecommunications Company Limited (UPTCL). Uganda currently has about 40 000 fixed lines in contrast to 500 000 mobile phones.
The quick jump to mobile communications presented challenges that MTN Uganda met with greater success than its competition. In the absence of appropriate regulatory frameworks in most African countries, the market does not immediately or inevitably deliver the best outcomes, and incoming investors or multinationals hold sway over the course of new developments in the private sector (Stiglitz, 2002) . The first mobile telephone operator in Uganda was Celtel Cellular Limited, which started operations in 1995. Its name since has been changed to MSI-Cellular Limited. MSI-Cellular confined its services to the capital city of Kampala and its immediate environs. Thanks to monopoly clauses in its contracts, it priced most average users out of the market. Only with the arrival of MTN Uganda in 1998 did the industry begin to experience some competition. UPTCL was restructured into two companies and privatized; renamed Uganda Telecommunications Limited, it was designated as the first national operator. MTN Uganda secured the second such licence, which requires it to provide all types of telecommunications services including international gateways. MSI-Cellular did not acquire this licence. The Uganda Communications Commission (UCC) was also created in 1996 to oversee the operations of the three companies. Thus at the time MTN Uganda started its operations the market for telecommunications was still largely unexplored, and this has been the most critical factor in its rapid growth -making telephone services accessible to all and sundry.
MTN Uganda is now the fastest-growing company in the country. The company has cashed in on the popularity of its 'phones to the people' investment, as is reflected in the phenomenal growth in revenues over the last four years of its operations. Between 1999 and 2002, service revenues grew tenfold while the company's asset base grew fivefold, with an investment base over US$100 million. Over its short lifetime, it has become the largest telecommunications provider in Uganda, controlling about 65 per cent of the market and operating within over 80 towns and trading centres. The company has over 300 000 subscribers and 5000 fixed lines. MTN Publicom is a 45 per cent owned subsidiary of MTN Uganda and is responsible for providing payphone services or what it calls 'shared access services'. 'Maama, Taata, Nange' (Mother, Father and Me) is the nickname popular radio shows bestow upon MTN Uganda; it symbolizes how all three use the MTN network. This nickname reflects the powerful impact of MTN on Ugandan society. Its mobile telecom network services especially have enabled Ugandans to make 'better connections' by growing their businesses and to fulfil their familial responsibilities more effectively. MTN Uganda's telecommunication services have given Ugandans greater access to local and global markets, and have enabled some to invest in capital items such as vehicles, land and houses, to save on time and travel expenses. Especially noteworthy is the impact that this service has made in the lives of women, as learned in a survey conducted explicitly for this study.
Empowering women customers
1 Women in developing countries like Uganda tend to be the most vulnerable to exploitation. They have two viable avenues for enhancing their status in society: education and professional training on the one hand, and economic prosperity on the other (Abena, 1991) . The combination of computer technology with telecommunications technology opens both avenues for Ugandan women, enabling many to use savings on business investments to improve their household management.
Rachel, 2 a 36-year-old widow from Luwero who has six children, provides one example of how access to markets through mobile phone services has become vital to her business:
Before my husband died, we had started a baking and decorations business in 1996. I have been with MTN since 2000 and have noticed it has made my life so much easier for contacting customers. I would say I have been able to increase my income by about 30 per cent as a result of this. Even during financially difficult times, such as when I have to pay all the school fees for the children, I must have my service fee maintained so that I do not miss my business deals. Luwero is an up-country location that does not have landline service in the villages. Having the MTN network then gives me access to customers I would never have had access to. The only drawback is that when I travel very deep in the village while doing my wedding decoration business, the network is poor, which makes it difficult for customers to reach me.
Mary, a Kampala businesswoman who has run a clothing materials and fashion business since 1998, is another MTN customer who has been able to access global markets since she began using a mobile phone in 2000.
I use the mobile phone to contact suppliers in India, Bangkok, Thailand or Indonesia. I use it to ring a clearing agent, who then clears the goods. He can either ring me when the goods are cleared or can even bring the goods to my shop. I do know that I have been able to make more savings than before and now am able to take full responsibility for all of the home management and general family upkeep without really any help from my husband. Even more so, we are starting to build a house of our own.
Businesswomen have found that access to the reliable services of MTN generates savings in time and travel. Beatrice, a 30-year-old woman from Jinja, testified to a sudden increase in her monthly income after using MTN services for only about five months: I spend about 35,000 Uganda shillings on airtime and service fees, but the savings that I have been able to make as a result far outweigh the costs. Before I became a subscriber with MTN, I had to go shopping at least four times in a month and each trip would cost me 50,000 Uganda shillings. Now, all I have to do is ring my suppliers and they bring me the commodities I need. That means I now can save an extra 200,000 Uganda shillings (equivalent to US$111) each month. It feels great to be in control of the business I have with my husband. I know the future prospects are for our business to expand.
In Uganda, virtually all women work an average of 15 to 18 hours a day. Fully 25 per cent work 18 hours per day (Barton and Wamai, 1994) . Any technology that saves time will be welcome, especially if it saves money as well. These time-savings were appreciated by 58.5 per cent of the 147 women interviewed in the survey.
Increased earnings translate into better 'home management'. This term includes the ability to purchase household items, daily consumables, furnishings, clothing and pay utility bills. In the survey mentioned above, 50 per cent of male and 39.5 per cent of female MTN users noted this as an important consequence of their subscription to MTN Uganda's services. The savings and profits that women achieve have enabled them eventually to purchase land or build a house. Olivia, for example, recently bought her own land after experiencing an 85 per cent increase in her income. She attributes this dramatic increase primarily to the improved connections MTN Uganda provided to her customers in her hair salon business. Her achievement is all the greater considering the fact that only 7 per cent of women in Uganda own land (Barton and Wamai, 1994) .
What can be learned from MTN Uganda's experience is that when international businesses operate in a developing country, they generate influences that can improve the lot of marginalized populations. In this regard, MTN Uganda's technology is exciting; it shows great potential to increase the social capital of disadvantaged groups in Uganda. Social capital refers to those valued social resources that assume the form of networks of social relations, the trust that facilitates social cooperation, as well as the commitments that lead people to volunteer time, goods, hospitality and forbearance to others. It has now become possible to maintain and develop social networks within the population that were previously very difficult or costly to sustain. For example, the greatest portion (at 49 per cent) of all female MTN users consists of young women from 20 to 30 years; they use this communication technology primarily for developing their social relationships. MTN Uganda's services also provide customers with better access to family and dependants, in the opinion of 65 per cent of the women and 60 per cent of the men who completed the survey. Such communication links have given women access to a 'safety net' that helps them live through difficult times and impoverished situations. Nina, a 26-year-old Sudanese refugee living with her aunt in Lubaga, Kampala, is a widow with one child. She feels the MTN Uganda service network is the lifeline that links her to relatives and friends abroad who 'send money for her to survive with her child'. It might not be an exaggeration to claim that MTN Uganda has in effect promoted a caring community in Uganda.
Yet MTN Uganda's management of social capital has experienced lost opportunities as well as 'better connections'. While its 'phones to the people' outlook shows much promise of an impact on those who have access to its services, that access has been more limited than it might have been for poorer people, the majority who are women. Although MTN Uganda should be congratulated on its ability to engage female customers, it faces a challenge of avoiding economic exploitation of a segment of the population that is typically more economically disadvantaged than the rest of MTN Uganda's subscribers.
While MTN Uganda promises to deliver a 'better connection' than any other mobile telecommunication company, its service still proves to be so expensive that large portions of the population, including women and rural areas, are effectively excluded. Until July 2003, a subscriber had to pay a service charge of US$5.60 per month to have access to the network. This figure has since been reduced to US$3 per month. The company argues that it has the lowest cost of penetration of any service provider in Uganda and that its charges are relatively low when seen in an international context. Still, the subscribers to MTN and other mobile phone company networks number only one woman to every four men, a ratio which is deeply unequal in a country where women compose 51 per cent of the population (Wasike, 2002) . In spite of the positive contributions that MTN Uganda has made in the development of Ugandans, the more disadvantaged groups in society, largely women, continue to be excluded from the benefits of mobile telecommunications.
It should be noted that MTN Uganda customers also may contribute to the problem as a result of their service consumption habits. The company argues that the overall cost of usage of telephony services is aggravated by social calls, which divert resources without creating commensurate value in the lives of users. Beth, an MTN client who works as a public sector employee in Mbale, appears to agree: 'I think the MTN service is expensive. Being on the network is a source of disturbance. There is too much dependency on the phone, which results in impulse calling.' More than half of MTN Uganda's customers cope with the cost of service by using a strategy called 'beeping': they call someone and let the phone ring once or twice but then hang up in order to alert the other person to call them back. This is evidence that telephony service has become critical and that customers have access to the network services they paid for. Customers, for their part, charge that MTN customers bear the brunt of disruptions in service. One subscriber complained:
On November 6, 2002, the MTN network was off in Gulu from 10:00 a.m. in the morning to 12:32 p.m. the next day. Could something be done about this? At least the public relations officer should inform subscribers what's happening. MTN should also subtract the days off (from the bill) when the network is poor. Subscribers prefer people who care about them not those who exploit.
Overall, MTN Uganda has succeeded in providing an effective telecommunications service at moderate cost within the context of a poor landline infrastructure. Yet developing an affirmative-action plan with reduced rates for the poor and higher-quality relay stations could enable MTN Uganda to achieve its promise to be a 'better connection' for all Ugandans. As Sethi (1993) has observed, foreign corporations could have more impact if they concentrate on areas where they have most direct control. He advocates more affirmative action related to improving the lot of marginalized groups.
Human resource practices
The impact of MTN Uganda on the labour market has been felt nationally. This is especially so when one takes into account that the company has been in operation for slightly less than five years. By July 2003 the company created over 310 new jobs for direct employees in an area riddled with unemployment. In addition, MTN Uganda provides employment for contractors, as it outsources work on information technology, switching systems and fibre optic cable installation in Kampala. Finally, over 6000 people are employed indirectly through its franchise system or as providers of ancillary services such as the sale of mobile phones and accessories, phone repairs, advertising and events promotions and many other less obvious businesses. MTN Uganda has opened more than 600 service outlets in the country. It can be said that of all foreign direct investment in Uganda the communications industry has become the most conspicuous.
At the onset of its operations in 1998, MTN Uganda's workforce consisted of approximately 80 direct employees, of whom 25 were expatriates. Over time, the labour force has changed. The number of expatriates has declined to nine, while its local staff increased to 310. MTN Uganda is one of the most sought after employers in the country for remuneration, given that the market is afflicted with high unemployment. In Uganda, the per capita income averages US$215 per year; MTN Uganda pays yearly salaries which range from US$5000 for support staff to more than US$25 000 for managers. This pay structure, coupled with the growing local significance of the company has attracted some of the best labour in Uganda.
However, this is not the whole picture. The company's reward system for expatriates is fundamentally different from that of locals, causing considerable tensions. To be sure, one local was hired at wages of about US$7000 per month, plus the benefits expatriates typically receive. Across the board however, expatriate staff receive preferential treatment. The average expatriate earns about US$15 000 per month. Although the number of expatriate staff has been reduced from 25 in 1998 to nine in July 2003, the total wage bill for these expatriates has not reduced proportionately. The 2002 wage bill for 14 expatriates was almost the same as that of the 240 locals! MTN Uganda managers argue that this fact misrepresents the situation. According to the marketing manager and de facto spokesman for MTN Uganda, 'The figure for expatriate wages includes "management fees" which are paid to the parent company in South Africa.' There appear to be at least two further explanations for this seemingly gross inequality: differences in skill and the 'risk factor' associated with living in Uganda. The marketing manager argued that expatriates have skills that locals do not have, and that there is a shortage of management skills in Uganda. 'Our expatriates are employable in any international company in the world. If you were asked to go and work in Cambodia, would you not demand higher pay? Would you let your kids study in local Cambodian schools?'
The expatriate problem is generic to most multinational corporations. Expatriates serve a particular function, which Bartlett and Goshal term 'socialization' in their recent study of Unilever (Bartlett and Goshal, 2002) . Expatriate managers serve as the vanguard for international finance capital; they are custodians of the company's assets in a country that is perceived to have high economic and political risk. Their role is to provide confidence to shareholders with respect to their investments in developing areas. Yet while socialization may represent the 'company way' of doing things for multinationals, it is a two-edged sword. First of all, it reduces rather than increases shareholder value, due to the incredible cost of maintaining expatriate managers. The cost of maintaining an expatriate manager runs two to 10 times higher than maintaining a local manager in the same position (Bartlett and Goshal, 2002) . Not only are expatriates paid excessively high salaries and pensions, but they also have tuition provided for their children in 'international' schools. Second, socialization creates distributive inequity and ensures that a large amount of host-country generated income, which would be more beneficial to local consumption, is appropriated in the form of expatriate wages. Third, it reinforces and confirms the stereotype of multinational corporations as exploitative and racist rather than developmental and egalitarian in their employment practices.
Like Unilever, MTN International relies on a select cadre of expatriates to transfer corporate knowledge and develop operations abroad in a manner consistent with its values and objectives. The problems that Bartlett and Goshal identified also afflict MTN's Uganda operation, where the arguments for using expatriates seem slender, at best. An MTN Uganda manager claimed that using expatriates increases the flexibility and ease of decisionmaking:
Other international companies with which we have to deal are invariably run by expatriates. Local firms do not have access to credit, and it is difficult for us to have to pay up front for services all the time. Take the case of Plessey of South Africa … they can afford to give us six months credit; which local firm can do that? Inevitably we must deal with Plessey.
What this means is that the pattern of awarding contracts or promoting local activities inevitably favours other predominantly international or foreign-managed (preferably white-managed) businesses while excluding local businesses. MTN Uganda limits the involvement of local staff in certain key activities because of the 'absence of local capacity'; but the capacity seems clearly present. At the study site, we found some of the most sophisticated telecommunications technology in the world. With a few exceptions, local staff manages most of this equipment, including the switching systems. How then does MTN Uganda justify a costly complement of expatriate staff in other departments, like marketing and finance? One of the main reasons MSI-Cellular failed to match MTN's success was that its local top managers were given little or no authority to compete with MTN. It seems that MTN Uganda has fallen victim to a hiring mentality that perpetuates the 'glass-ceiling' effect -the belief that there are some jobs locals can do and others they cannot. Expatriate staff 'buy into' this mentality and keep alive the notion that there is a shortage of skilled staff, because this justifies their being rehired. Finally, the expatriate mentality also sees Uganda as a 'highrisk' area for which one must be rewarded handsomely to 'brave the dangers' of living in a 'Cambodia-like' environment. The truth is that the risk of living in Uganda is hardly greater than in South Africa, where a vicious official policy of inequality and deprivation bred so much insecurity.
The result of MTN's 'socialization' strategy is that racial tensions and workplace discontent are permanent features at MTN Uganda. To be sure, cultural diversity in its workforce is an area of some concern to the company. Diversity is achieved largely by targeting certain ethnic groups to fill customer services jobs that require persons speaking a specific language. To foster a feeling of corporate family, social functions are organized regularly, and free SIM phone cards are provided for spouses. The company has attracted highly educated people for whom social distinctions are minimal and yet, as mentioned earlier, racial and ethnic tensions persist. Some have been fostered by preferential recruitment practices. MTN is also perceived as nepotistic in local hiring. Positions that fall vacant are either filled internally, or employees are asked to suggest replacements. Naturally most employees then tend to look to their relatives as potential employees. Said one manager:
Imagine the level of unemployment in this country. If we were to advertise the job of a sales person, for instance, we would be flooded by applications. It is wiser to search for employees quietly rather than go through bureacratic procedures that waste valuable time.
But the most significant racial tensions are a result of an organizational culture that remains entrenched in the apartheid value system of the South African expatriate staff. Local employees see expatriates as a domineering force, protecting an investment in a risky area from corrupt locals, including politicians as well as employees. Staff meetings are rare, and are dominated by counter-accusations and workplace manoeuvring.
The telecommunications industry has become an important economic brand in Uganda, with a sizeable number of citizens deriving their livelihood from its activities. Most visible are the dealers. The distribution of MTN Uganda's services is franchised. The country is divided into 33 franchise regions. A dealer, who in turn appoints sub-dealers or agents, controls each franchise and is fully responsible for company activities in the area. According to the company, any business person who applies to MTN Uganda to be appointed a dealer for a given area must have a capital of about US$15 000 and must submit to a due-diligence test (the E-test), which is designed to determine whether the applicant is suited for a dealership. This test covers the past business experience, levels of commitment to other business and reliability of the prospective dealer, including credit references.
When MTN Uganda started operations, no such processes or procedures existed for the selection of dealers; dealers were chosen because the company managers knew them personally. Because many people are applying for dealerships today, the company has been forced to devise a system for awarding dealerships; however it is not clear how transparently this system works. Several dealers have substantial political connections or are politicians in their own right.
Overall, MTN Uganda's human-resource achievements, in terms of job creation and professional development of local staff, have fostered a 'better connection'. However, the company has lost the opportunity to enjoy 'better connections' with staff due to the disparities in its hiring practices. Its in-house hiring is definitely tainted by an unjust reward system. The gap in compensation packages between the local and expatriate employees accentuates racial tensions. If these wage disparities are creatively addressed and more genuine participation of local staff is encouraged, MTN Uganda will more effectively live up to its promise to be a 'better connection' -a caring organizational community. Considering the context of an increasing competition from Uganda Telecom Limited (UTL) in the telecommunication industry, MTN would ensure its corporate sustainability better by addressing these issues in more creative ways.
Governance practices
Governance concerns how transparently and effectively economic resources are managed. The Commonwealth Association for Corporate Governance (CACG, 2000) defines governance as the manner in which power is exercised in the management of economic and social resources for sustainable human development. It is now globally recognised that good governance is a vital ingredient in the dynamic balance between the need for order and equality in society, the efficient production and delivery of goods and services, accountability in the use of power, the protection of human rights and freedoms, and the maintenance of an organized corporate framework within which citizens can contribute fully towards finding innovative solutions to common problems.
Measured against this definition, MTN Uganda's systems of governance illustrate a mixture of achievements and challenges.
MTN Uganda is a subsidiary of the MTN Group (South Africa) and is effectively controlled through a series of external investment companies, which hold 97 per cent of its share capital. These companies are MTN International (Mauritius), Telia Overseas (Sweden) and Tristar Rwanda. As a result of this shareholding arrangement, the company is answerable primarily to an external constituency of shareholders. Governance is the preserve of a board made up of shareholders. They appear to have managed governance issues in an above-board manner. However, MTN Uganda faces a challenge in its effort to invest to the benefit of local economies because the board includes only one Ugandan, representing Invesco Uganda. Moreover, this shareholder appears to be no more than a go-between the company and other powerful interests in government, with a role mainly limited to handling politically sensitive issues and other public relations matters requiring a local face. As a result, there is essentially no local input in governance issues at the board level; no interests of the local community are presented in its strategy and policy.
MTN Uganda management counters that governance issues are the responsibility of every employee. All employees must be upright and desist from corrupt practices, honouring the strict conduct codes that the company has developed as part of the process of increasing its transparency. However, employees have no say at the board level, and it is difficult to see how their interests are protected. MTN Uganda therefore faces a dilemma. It wants to manage human resources in a way that respects and develops the capacities of its workers, and has set up mechanisms to do so; but these mechanisms are not working well, in the view of employees. Employee issues nominally are handled through the Employee Consultative Council but this body is 'barely active', according to interviewed employees. Employees are encouraged to contribute to policy-making through a 'letter to the CEO', and the company also has an 'open-door policy' through which employees can raise governance issues directly with senior management. Yet interviews revealed that management did not address many complaints raised by employees in the past via the 'letter to the CEO' and intranet. The last general staff meeting at the study site was held two years ago. As a result, employee input now is scant. Employees are characterized by creeping apathy and a 'culture of silence'. They have little or no belief in the capacity of such arrangements to address employee concerns. Interviewed managers claim that departmental meetings were taking place, and the Employee Consultative Council was functioning. One manager said:
If employees are apathetic, that cannot be the problem of management. Channels exist for dialogue and everybody is free to use them. As far as we know, tension of some sort exists in most international companies, but MTN South Africa is predominantly black-owned and we are an equal-opportunity employer. International companies are basically run by highly skilled people who can obtain jobs anywhere; we are not just here to earn huge pay checks, but to add value.
What can be learned from MTN Uganda's experience in terms of its governance? The balancing of interests and concerns between shareholders largely outside Uganda and local staff and communities within Uganda is probably MTN's most significant challenge and opportunity in its governance. Does MTN Uganda genuinely intend to achieve its full potential for improving the lot of poorer marginalized communities in Uganda? If so, its objectives as outlined in Sethi's code, could include providing the local population with greater access to ownership and control of productive assets as well as encouraging their participation in top level decision-making (Sethi, 1993) . At least three ways can be envisaged to accomplish this namely: increase the number of local shareholders, hold more regular staff meetings with one staff assigned to voice concerns at board level and continue replacing expatriate employees with local staff.
Corporate citizenship and social relations
In terms of prudently managing its monetary capital as an international business, MTN Uganda has the challenge of creating shareholder value while operating in a 'risky' developing country. In seeking to maximize shareholder value, the firm has worked diligently to expand the market and increase its competitive advantage. In doing so, MTN Uganda generally has met the formal legal and fiscal responsibilities spelled out for its operation in Uganda. It has met its obligation to comply with tax laws and government regulations. It has fulfilled the conditions and exceeded all the targets set forth in its Second National Operator (SNO) licence, as overseen by the UCC. As required by law, MTN Uganda contributes 1 per cent of gross revenue to the UCC Rural Communications Fund in order to help promote rural communications development. To date, MTN has exceeded all targets that were set in its SNO licence, as monitored by the UCC.
If we examine the total efforts and net resources that MTN Uganda has invested in the service of its shareholders, the overall bargain with Uganda appears skewed, in terms of justice. The company has been criticized publicly for breaching WTO rules regarding liberalization because its licence includes a provision that prevents the UCC from issuing further national operator licences for a period of five years. This provision effectively rules out competition that might serve to lower the costs of telephony services. Moreover, the net balance of financial benefit is tilted against Uganda. Because the country periodically experiences economic shocks, Ugandans are particularly sensitive to the fact that MTN repatriates large sums of money to its home country, South Africa. MTN Uganda is a net consumer of hard currency, and all its inputs are imported. The company has not transferred new technology to Uganda. It should be noted that the company responds that it has made a massive investment in infrastructure for which it cannot expect a return in the short term; that it is a user and not a producer of technology; and that it is transferring skills, a process that takes time. Still, MTN Uganda can accomplish more of its potential and promise for developing communities if it ensures a fair share of benefits to internal stakeholders, not just external shareholders.
In another dimension of corporate citizenship, MTN Uganda has made recognized contributions. The general public appreciates the company's support to non-government charitable organizations such as Habitat for Humanity. In 2002, MTN Uganda renewed its partnership with Habitat for Humanity with a US$83 000 grant over three years which would enable 60 homes to be built for needy families (Najumansi, 2002) . MTN has also co-sponsored events like the Miss Uganda annual contest. It spent over US$47 222 for the construction of a modern vocational training centre in the Apac District. It has supported street children, provided financial assistance for a secondary school in Ntungamo and sponsored sports teams in Kampala Kids League (Nsambu, 2002) . As a result, MTN Uganda appears to have a positive corporate image. However, if net profits of the company over the past two years are compared with its community contributions through charitable organizations, it appears that these contributions are geared more towards promoting good public relations than to foster genuine community development. To realize its promise to be a 'better connection', MTN Uganda needs to move away from a posture that is philanthropic and paternalistic, and instead to consider ongoing support to community development programmes that have a significant impact on society through holistic and sustainable development. Although international businesses cannot be expected to take primary responsibility for the alleviation of poverty, they have opportunities to add to the economy and value to society. MTN Uganda has a unique opportunity and challenge to use its profits to make its mobile phone technology more accessible and affordable to wider segments of the population, as well as other creative social investments. Such initiatives will enable it to live up to its promise to be a better connection.
Conclusion
This case study has focused upon MTN Uganda's relation with stakeholders most vulnerable to exploitation: employees, women subscribers and franchisees. The aim is to inform the company's leadership as to what can be done to make 'better connections', as it has promised -and what similar international businesses can do to achieve the common good in their societies. While MTN has added value to Ugandan society, it also has imposed costs, in terms of missed opportunities. Its positive contributions to Uganda's economic and social development include creating many jobs, developing the competence of its staff, providing communication services that foster personal and business development, paying taxes and fostering community welfare. As an international business, its orientation has remained commercial, but it has not neglected its social responsibilities nor, of course, its responsibilities to its shareholders. Still, MTN Uganda needs to take into account the opportunities and connections it has missed in its management of human resources, in its relations to society and in its overall governance. These 'missed connections' include the special treatment of expatriates, which inadvertently raises organizational tensions; the high cost of cell phone subscriptions that exclude marginalized populations; the nepotistic approach to hiring, which often excludes more qualified people in the community; the expatriation of profits; and its paternalistic approach to community welfare. The balancing of interests and concerns between shareholders, who are largely outside Uganda, with those local staff and communities within Uganda is probably MTN Uganda's most significant challenge. These opportunities appear to have been missed largely because of differences in cultural values, and because of the high level of control that expatriate senior executives and owners use in their attempts to manage in Uganda as a risky environment. These factors affect MTN Uganda's vision, its human resource management, societal relations and governance. It is not enough to simply maximize profits for shareholders; MTN Uganda must find creative and imaginative ways to be a true partner for development with its host country.
There are several options for MTN Uganda to consider in turning its missed opportunities into opportunities for growth, for converting missed connections into better connections. In human resources, the company should build on its strengths in the areas of job creation and staff professional development. It should use innovative ways of addressing the gap in local and expatriate compensation; here it would help to open a forum of dialogue between its local and expatriate staff, who then could develop a package both sides would consider fair. They could also emulate promising practices of multinationals like Unilever, which provides housing, education and pensions in the home country for its local managers.
MTN Uganda should manage its relations with the local society better by making its communications services available at a much lower cost, with the intent of gaining many more subscribers. As the number of customers increases, the costs of services are likely to decrease. An expanding customer base would enable the company to expand its infrastructure into areas and populations currently on the margins of this technology and all its potential benefits for their development. MTN Uganda might establish collaborative relationships with non-governmental organizations (NGOs), which could promote the distribution of services in return for rebates. Through other unique collaborations with NGOs, the company could foster community welfare and development. Instead of donating towards projects that are likely to create dependencies, MTN Uganda could support NGO programmes that have a proven ability to achieve sustainable, holistic development. Ideally, these would include integrated programmes, matching-fund programmes and programmes where MTN staff would volunteer time to coach young entrepreneurs or small enterprise groups in the surrounding community.
To improve its governance, MTN Uganda might consider increasing the number of local shareholders on its board, replacing yet more expatriate staff with local staff and holding regular forums for staff to voice their concerns and suggestions for achieving the company's vision and values.
As this chapter has shown, investment by multinational corporations (MNCs) directly and indirectly adds to the stock of physical and financial capital in a society. It also improves social capital by transferring skills. Lastly, we recognize that MTN, like other MNCs, finds it difficult to achieve commutative justice and distributive justice in its management of human, monetary and social capital. Between internationally connected businesses and developing areas, this is especially true because the exchange process and the resource base are often unequal. However, there should be no excuse for abuse and exploitation. MTN Uganda holds great promise, with the resources it has, for improving life for people in Uganda. What remains to be seen is what steps it will take to achieve its promise to be the 'better connection'. 
